
LYNCHBURG CITY COUNCIL 
Agenda Item Summary 

 

MEETING DATE:  November 23. 2004, Work Session AGENDA ITEM NO.:  4 
 
CONSENT:   REGULAR:  X CLOSED SESSION:   
 (Confidential) 
ACTION: X INFORMATION:   
 
ITEM TITLE:  Fire Department Compensation 

 
RECOMMENDATION:  Consider making adjustments to the pay of Fire Department employees in a manner 
similar to adjustments made for Police Department employees last year. 
 
 
SUMMARY:  One year ago Council directed that adjustments to the pay of Police Department employees be put 
into place January 1, 2004 to address three issues:  turnover, difficulty recruiting, and a disparity between 
market and local pay.  As a part of that process Council adopted a Compensation Philosophy that was used to 
provide guidance for the subsequent adjustments.  A copy of the Compensation Philosophy is attached for 
reference.   
 
At the time that adjustments were made to Police Department pay there was considerable discussion regarding 
pay in the Fire Department.  Although not experiencing similar turnover or recruitment difficulties, pay in the Fire 
Department was, on the average, about the same amount, 8-10% below market as in the Police Department.  
Furthermore, the City had had a long history of relative parity between the pay of police officers and firefighters. 
  
Although there were inadequate resources to address Fire Department pay at the same time as Police 
Department pay, there was a promise, implicit at least, to examine the issue a year later.  To address the 
expectations that this issue would be addressed at this time, the attached presentation has been prepared for 
discussion during Council’s work session on Tuesday.   
 
 
PRIOR ACTION(S):  as noted above 
  
 
FISCAL IMPACT:  The cost of making adjustments to Fire Department pay in a manner similar to that done for 
the Police Department last year is approximately $1 million on an annual basis.  The cost of implementation on 
January 1, 2005 would be approximately $500,000 for the remainder of the fiscal year.  When the FY 2005 
Budget was adopted last June, $236,356 in additional funding received from the state under House Bill 599 was 
set aside for Public Safety Compensation.  About $110,000 was used for pay adjustments for LPD civilians and 
LynComm employees.  The remaining $126,000 is available in the current fiscal year to address Fire 
Department pay.  Additional funds would have to come from the unrestricted General Fund Balance or the 
Reserve for Contingencies.  After that, funds would have to be programmed in the FY 2006 Budget and beyond. 
 Unless the state once again reduces HB 599 funding, the $236,356 should be a recurring revenue. 
 
 
CONTACT(S):  Kimball Payne 
 
 
ATTACHMENT(S): Compensation Philosophy, Presentation 
 
 
REVIEWED BY: lkp 
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CITY OF LYNCHBURG COMPENSATION PHILOSOPHY 
(Adopted by City Council, November 25, 2003) 

 
 
Inherent in City Council’s vision of responsive, effective local government, the 
mission of the employees of the City of Lynchburg is to deliver services to City 
residents, workers and visitors in an efficient, effective and equitable manner and 
to build a stronger community.     
 
The goal of the City of Lynchburg’s compensation program is to attract, reward 
and retain employees that are representative of the community and fully able to 
deliver services at acceptable levels. 
 
The City will develop and maintain a Pay Plan guided by the following 
principles: 
 
• Public service is an admirable occupation and the employees who have 

dedicated themselves to the service of the City’s residents are to be valued. 
 
• City employees shall be compensated in ways that reflect market 

competitiveness and recognize performance in alignment with organizational 
goals.   

 
• Each City employee is a unique individual, with his or her unique and 

particular needs and aspirations.  No compensation program can 
accommodate every individual circumstance.  Rather, the intent is to have a 
program that reasonably provides choices and the flexibility to assist 
employees in achieving their goals, while encouraging individual responsibility 
and reflecting the prevailing market environment. 

 
• The Pay Plan must be fiscally responsible and affordable; it will always be 

constrained by resource availability.   
 
• No pay plan is perfect; every variable cannot be addressed equally and to the 

satisfaction of all.  Choices and trade-offs based on the organization’s values, 
goals and priorities must be made.  

 
• The Pay Plan shall be rational and based on clear guidelines that can be 

easily understood and communicated. 
 
• Differences in compensation for reasons other than job classification, 

performance, qualifications, longevity or legal requirements are inappropriate.  
Specifically, there shall be no discrimination related to non-job related factors 
such as race, color, national origin, religion, gender, age, disability or political 
affiliation. 
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The City’s compensation program will:   
 

• balance salary and non-salary benefits to achieve competitive total 
compensation. 

• assure that like jobs are valued with comparable methodology and are 
treated similarly in terms of base pay. 

• manage pay ranges with respect to the relevant market for comparable 
work.  

• promote individual contributions and high levels of  performance that 
advance organizational and departmental missions and outcomes. 

• consider relevant market data, internal equity, knowledge, skills and 
abilities, length of service in the job and demonstrated performance in 
setting individual pay.  

• attract applicants with the basic skills needed to perform the job and 
the ability to quickly learn the specific requirements of the position. 

• allow new employees with relevant experience (both quantitative and 
qualitative) and demonstrated competence to be hired at a pay rate  
above the range minimum. 

• ensure that the pay of current employees with experience similar to 
new employees is comparable  (assuming satisfactory performance). 

• support alternate pay systems based on unique business needs that 
are, to the greatest extent possible, consistent with the overall 
compensation philosophy.  

• be fiscally constrained.  
 
 
Market Comparisons 
 
The “market” is defined as other employers considered being in competition for 
personnel similar to those employed by the City.  Ideally, market analysis will 
compare pay and benefits in other organizations of similar size, cost of living, 
service delivery requirements and organizational structure.  Generally, this will 
include Virginia’s First Cities, local governments in the region, and private sector 
employers as appropriate.   
 
 
Pay Plan Adjustment 
 
When considering pay plan adjustments, no single measure will be considered in 
isolation.  Management judgement is important.  
 
Evidence that the pay ranges for specific positions or job categories need to be 
reevaluated will be demonstrated by significant variance from the market, 
excessive turnover, and/or difficulty recruiting. 
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Advancement Through the Pay Range 
 
It is a goal to move the compensation program to include performance based 
increases.  Employees should be encouraged to make a performance 
difference, either individually or through teams, in which results are more 
important than entitlements (i.e. seniority, hierarchy, or the expectation of 
additional pay for changing responsibilities). 
 
Individual contributions should serve as a significant factor in determining 
individual compensation.  Higher performance should be rewarded by quicker 
advancement in the relevant pay range.  Minimally acceptable performance 
should not be rewarded although efforts should be made to keep pay comparable 
to market.  Performance at less than an acceptable level should result in no 
advancement in pay and requires management intervention to assist the 
employee in achieving satisfactory performance.  Sustained and documented 
unsatisfactory performance is grounds for demotion or dismissal. 
 
Advancement through a pay range may reflect longevity (length of service) but 
should be primarily tied to performance (effectiveness, demonstrable skills and 
competencies that produce outcomes/results contributing to the achievement of 
the organization’s mission and goals). Longevity may also be recognized through 
indirect compensation (such as the carryover of increased annual leave 
balances, higher deferred compensation matches, etc.). 
 
 
A Positive Work Environment 
 
Compensation is only one determinant of employee satisfaction and may be 
secondary to the work itself and the work environment.  Accordingly, the City will 
strive to maintain a positive work environment characterized by: 

• a focus on employee safety  
• adequate work space  
• appropriate equipment  
• effective management practices and positive management attitude  
• consistent, effective and efficient policies and procedures 
• workforce training and development  
• opportunities for selection and promotion from within 
• recognition for sustained high performance or significant achievement 

through monetary and non-monetary measures   
 
 



Fire/EMS Compensation

November 23, 2004



IssuesIssues

• Parity with 1/1/04 pay actions for sworn 
police officers

• Potential recruitment challenges due to 
eligible retirements



Turnover DataTurnover Data
2001

1 Reg
Paramedic

1 FF II2 FF/ 
Mech
6 FFIII
3 Capt

7.34%11110177Sworn 
Fire/EMS

12.6%6.8%1147Citywide

Total 
Turnover

Resigned 
in lieu of 
dismissal

DismissedRetiredVol
Turnover

Resigned# 
Employees



Turnover DataTurnover Data
2002

1 Fire 
Marshal
2 FFIII
1 Capt
1 BC

2FFII
1Recruit

4.52%0051.69%3177Sworn 
Fire/EMS

8.24%67244.94%571153Citywide

Total 
Turnover

Released 
During 

IEP

DismissedRetiredVol
Turnover

Resigned# 
Employees



Turnover DataTurnover Data
2003

4 FFIII
3 Capt
1 BC

1 FFII

5.08%008.56%1177Sworn 
Fire/EMS

9.71%416295.24%521164Citywide

Total 
Turnover

Released 
During 

IEP

DismissedRetiredVol
Turnover

Resigned# 
Employees



Turnover DataTurnover Data
2004 

Through November 2, 2004

1 Recruit1 Billing 
Spec
2 Fire 
Captains
1 FF III

1Fire 
Captain

2.82%13.56%1177Sworn
Fire/EMS

Not Yet 
Available

Citywide

Total 
Turnover

Released 
During 

IEP

DismissedRetiredVol
Turnover

Resigned# 
Employees



Turnover SummaryTurnover Summary
Sworn Fire/EMSSworn Fire/EMS

2.82%.56%2004

5.08%.56%2003

4.52%1.69%2002

7.34%02001

% All Reasons% ResignationsYear



Retirement EligibilityRetirement Eligibility
2004-2008

• Employees eligible 
to retire peaks in 
2005

• Impact of potential 
retirements on 
recruitment
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Recruitment AnalysisRecruitment Analysis
Recruit Testing Data

86Hired

4161Passed

11790Actually 
Tested

277 
as of 11/16/04

192135Registered 
for Test

3/200510/200310/2002Test Date



Market ComparisonsMarket Comparisons
As of January 2004

56,36491.61%73,69967,516Deputy Fire 
Chief

49,26492.40%64,73759,817Fire BC

43,47191.83%54,25449,818Fire Capt

37,53588.19%45,28439,935MFF

33,555101.42%42,29342,893FF III

30,45984.40%35,83630,244FF II

29,56126,832FF Recruit

Avg Market 
Min

CompRatioMarket AvgCOL AvgPosition



July 1, 2004 ActionsJuly 1, 2004 Actions
• Established new pay ranges

– Aligned with market average minimums
– Same as new sworn police ranges except MFF

• Assigned FF III and Paramedic to same range 
– Positions in process of elimination through attrition

• Established market-based range for MFF 
• Adjusted individual pay to new minimums where 

necessary 
• Base pay adjustments - $60 per year of service



Market ComparisonsMarket Comparisons
Following July 1, 2004 Actions

93.9%73,69969,233Deputy Fire 
Chief

94.5%64,73761,203Fire BC

93%54,25450,474Fire Capt

92.6%45,28441,917MFF

104.6%42,29344,229FF III

85.4%35,83630,594FF II

30,027FF Recruit

CompRatioMarket AvgCOL AvgPosition



Addressing CompressionAddressing Compression
“The Formula”

• Based on whole years in position as of 
July 1, 2004

• Work from new minimum for the position
• Advance through the range by 2.5%, 

compounded, for each whole year of 
service

• 10% increase on promotion
• Hold individual salaries at range maximum 

for the position



Sworn Fire/EMS Market ComparisonsSworn Fire/EMS Market Comparisons
If Formula Adjustments Applied

116%73,69985,579Deputy Fire 
Chief

105.2%64,73768,103Fire BC

105.3%54,25457,105Fire Capt

103.8%45,28446,971MFF

120.7%42,29351,030FF III

90%35,83632,275FF II

30,162FF Recruit

CompRatioMarket AvgCOL AvgPosition



Results of Applying Formula
• Range of pay increase  

• $0 - $15,812
• Average percentage increase

• 10.37%
• Average dollar increase

• $4,345
• 137 of 174 current sworn employees get 

an increase
• Total Cost

• $957,515



Sworn Police Officer Market Comparisons
As of 7/1/04

104.31%43,26845,134POIII

94.86%34,23832,479POII

103.26%54,92956,719Police Lt

107.01%64,66469,198Police Capt

115.46%70,70981,640Major

Comp RatioMkt AvgAvg PayTitle


